In response to increasing challenges to both the financial model and the distribution model for traditional monographs, the University of California Press developed and launched a new open access monograph program, Luminos, in 2015. Now that Luminos is halfway through its second year, this article reviews the program's progress in addressing its three core goals: developing a more sustainable financial model, improving access and impact, and providing a digital space with multimedia capabilities for monographs.
introduction Over the past two decades, the academic community, scholarly organizations, and research funders have been questioning whether traditional publishing models and norms are still appropriate in an increasingly open and digital age. At the centre of such debates in the humanities and social sciences lies the monograph, although the so-called crisis of the monograph is anything but new. By the 1970s, declines in library purchasing of monographs had already set in, and over the past couple of decades the challenges to monographs have been compounded by continuing declines in library book budgets, increasing consolidation in scholarly publishing, and the advances of the digital age. New technologies such as short-run printing have provided some relief, but the impact of the 2008 recession led to a further significant downturn in library purchasing. While new purchasing models such as demand-driven acquisition have eased the burden for libraries, they have only exacerbated the problem for presses.
The uncertain future of the monograph has received much attention over the past few years with studies such as the Crossick Report 1 and the OAPEN-UK report 2 in the United Kingdom, alongside important work funded by the Andrew W. Mellon Foundation in the United States.
3 Some, including the Crossick Report, cite stable and even increasing output as evidence that there is no crisis, but at the University of California Press (UC Press) we began to question whether output is truly the correct measure of our success and impact as a university press. Launched in fall 2015, Luminos had been developing as an idea at UC Press for a year or two, driven by a core set of concerns about the traditional model of monograph publishing and our view that it was increasingly failing all participants in the system. It was failing UC Press by covering a continually declining portion of the costs of publication, failing libraries that don't have the funds to add many of these titles to their collection, and failing the author and scholarship more widely by significantly limiting access and distribution.
At the same time, we recognized that monographs remain a vitally important and distinctive vehicle for scholarly communication in the humanities. As a result, a future adoption of open access models required that we fully understand and address concerns in the academic community to ensure that the new models we developed did not damage the way in which research is produced and shared. The monograph plays two critical roles: it is both a form for extended scholarly argument that advances scholarship in a given field and also a key indicator of accomplishment and prestige for its author. There are also some significant cultural challenges for disciplines that remain deeply invested in the slow forms of knowledge making that are represented by the monograph. As Geoffrey Crossick notes in his report, 1 this complexity is heightened by the fact that we are considering, at the same time, the move to digital publication and to open access (in contrast with journals, where open access mandates were introduced a decade or more after online publication had become the norm).
In shaping Luminos, UC Press wanted not simply to 'open' a portion of our backlist but also to create a high-quality publication program for original scholarship in an open access model. Given the lack of understanding and the misconceptions about open access in many of our core fields of publication, it was important to be clear that Luminos was not a second-tier program. Authors themselves make the decision to participate, and all titles go through exactly the same process of peer review, editorial development, and copy-editing as any other UC Press title. In this context, we wanted to answer three core questions through Luminos: workflows. This was no small undertaking and has involved significant change across the organization. It is also likely to be one of the primary reasons why our costs are significantly lower than the average monograph publication costs identified in a recent Ithaka study. 4 This was important for our business as a whole but also a critical precursor to launching Luminos, where costs are transparent and efficiency is required. The baseline cost is $15,000 for a book of up to 90,000 words and twentyfive images, and the costs of publication are recouped from four different sources:
1. A title publication fee from the author starting at $7500, with the price increasing for greater length and complexity. (Our assumption is that the title publication fee will typically come from a variety of potential sources at the author's institution and occasionally from grant funding, an association scholarship, etc.). 2. Revenue from print-on-demand sales. 3. Direct support from our library membership scheme.
5 At the end of each fiscal year, any revenues not allocated to support published titles are transferred to a waiver fund to support authors at institutions that are unable to cover the title publication fee. 4. Continuing support from UC Press (as for all monographs but at a lower level).
UC Press is seeking to cover all direct expenses and overhead through these sources, but this assessment excludes general and administrative overhead. We have adopted the view that monographs are at the heart of our non-profit mission, and so we look to other parts of our program to cover these expenses.
to what extent has luminos met these goals? We developed a full five-year business plan for Luminos, and at the time of writing, we are halfway through the second year, having published the first title in September 2015. The results presented here are based on our full business analysis of the first year, the 2015/16 financial year, and the first half of the second year through December 2016.
Creating a More Sustainable Business Model
Total revenue for Luminos in its first year exceeded what was planned by over $75,000. Year-to-date revenue in the second year is a little behind plan due to a shortfall in the planned publication of two titles.
Revenue from title publication fees has been higher than planned primarily because most titles exceeded the baseline specifications and so the fee increased accordingly. Total library membership revenue in the first year of $78,000 exceeded the first-year plan of $65,000. To date in this fiscal year, library membership revenue is at $80,500. Given that this is an annual membership subscription, we were very pleased to see that all but one first-year member renewed and that we have been able to add new members. Our expectations for print-on-demand revenue were conservative, assuming approximately fifty copies for $1400 per title. In the end, we exceeded the first-year forecast by nearly 300 per cent, and we're seeing a similar pattern in the second year. The total print sales per title ranged from 122 to 1257, with titles averaging about 200 copies and a contribution of over $5000 toward publication costs. Our first-year direct expenses also exceeded the plan. Some costs were higher due to greater length and complexity (a portion of which was recouped by the higher title publication fees noted above), and print-on-demand costs were higher due to more robust sales. We also learned that we needed to have stronger controls in place for managing costs, and with that achieved, average costs per title have declined. First-year costs also included significant one-time investments in launching the program.
Excluding the one-time launch costs, the average loss per title in the first year was approximately $4000. While this may not sound like a success, it is significantly lower than our average loss on a 'traditional' monograph. We expect our position to improve significantly as we grow library membership and, most importantly, when we launch Editoria, the new Web-based, open-source, end-to-end workflow tool we are developing in partnership with the California Digital Library.
6 This will not only eliminate composition costs but also decrease project management expense.
Increasing Access and Impact
The second key goal for Luminos was to use an open access model to increase the access to and impact of monograph scholarship, making it available to all who have an interest in or might benefit from it, not simply those lucky enough to have a library able to afford such materials. But first of all, we were eager to ensure that these titles receive the same treatment as traditional monographs from key audiences: reviewing journals, prize committees, and promotion and tenure committees. While it is still early to have many data, we have started to see the first reviews and prizes (one Luminos title has already won three awards). We have also tracked one promotion earned following a Luminos publication, and four junior faculty are up for tenure this year with a Luminos title accepted for their promotion file. There does not seem to be any evidence to date that these open access titles won't 'count' in the same way as traditional monographs (assuming they follow rigorous standards of peer review).
In terms of usage, titles have been available since November 2017 (earlier for some platforms) to view and download for free in PDF, EPUB, and MOBI formats from the Luminos platform (hosted by Ubiquity Press), OAPEN (Open Access Publishing in European Networks), and JSTOR Open. Interestingly, downloads from JSTOR in just two months are three times higher than lifetime downloads from the Luminos platform (demonstrating the power of JSTOR as a destination site). The geographical download data are perhaps of greater note: we do not yet have data for JSTOR, but on both the Luminos and OAPEN platforms, while the United States remains solidly at number one, countries such as India, Brazil, Indonesia, and China appear in the top ten. The Luminos platform itself has had visitors from 179 different countries. Pricing and distribution no longer restrict dissemination and access, and the effect has been immediate and global.
Moving Scholarship in a More Digital Direction
We had hoped that the limited multimedia features of the Luminos platform, such as embedded video and sound files, would encourage authors to move beyond traditional text and still images (albeit not to a full digital humanities model). This was especially true for some of UC Press's strongest disciplines where multimedia play a strong role (film, music, and media studies). Yet this is the area where we have seen the least success: the titles published to date have all been fairly traditional in form. The first reason for this was that a number of titles published in the first year opted to move to Luminos from our existing program and so had been conceived and written in a traditional form. We postulate that another explanation is a concern over the level of novelty: we know that, for some authors, publishing in open access seems risky, so they may have been reluctant to increase that perceived risk with a non-traditional format.
analysis and lessons learned We knew in launching Luminos that open access monographs are still in their infancy (despite a handful of early experiments), at least a decade behind open access in the journals world, and beset with multiple challenges -institutional, financial, and by no means least, cultural. Yet the current performance of our traditionally published monographs meets neither our financial needs nor our mission to maximize readership and impact. We believe that the performance of Luminos in its first eighteen months shows significant progress toward both of these goals. Like others publishers, we have demonstrated that it is possible to achieve the following:
Reduce the cost of monograph publishing through an open, digital model. In addition to the cost reductions that UC Press implemented across its book program, there were further reductions in print and distribution costs for open access titles (and more to come once Editoria is implemented and eliminates costs of composition). Generate significant print revenue to help offset publishing costs. Currently, sales levels in print look as though they will be similar to those in our traditional program. This may of course change over time as the digital reading experience improves, but survey data consistently demonstrate a strong preference for print among readers (see, for example, the most recent Ithaka faculty survey).
7
Demonstrate a higher level of demand for this content, in traditional markets and across the globe.
That said, there are some clear challenges that have emerged, some anticipated and some not.
Discoverability, Demand, and Usage
Since discoverability is inextricably linked to demand and thus readership and impact, strong discovery mechanisms are critical to proving our belief that there is a larger and far more geographically distributed audience for this scholarship (as other programs have already demonstrated Unfortunately, we have found that perhaps the biggest barrier to greater discovery and use of open access monographs is the lack of readiness and infrastructure to support them in the information supply chain. This is particularly true in the library market, which is so critical to monographs. Here, the challenges are multiple:
Libraries themselves have largely outsourced discovery to Web-based discovery services and focus their own efforts on improving metadata for titles they have purchased. Both open access publishers and libraries have identified improving title recognition at the library level as a top priority. Vendor business models -typically based on a percentage of the for-sale price -do not translate to open access business models. As a result, we have struggled to work with our usual library intermediaries and aggregators to agree on a model for open access titles. Vendor systems are not ready for open access titles. As an example, we recently noticed some significant (fifty copies plus) returns on a few Luminos titles -a real concern as the print-on-demand model is intended to cut out the cost and risk of carrying inventory -and that mostly came from libraries. Digging into this with YBP (Yankee Book Peddler), we learned that Luminos titles are being catalogued and included in approval plans (which sounds good for discovery) but the GOBI system is unable to flag a title as open access. As a result, libraries are likely purchasing print, later discovering the free digital edition, and so returning the print edition.
Of course, having high-quality, accurate metadata in the right places is just one part of driving demand and usage. Luminos titles are marketed through the same channels as any other UC Press monograph -directly to faculty and at conferences, for example. That said, we are seeing some of the strongest demand come from countries that our marketing does not reach. If our goal is truly to extend access to all who are interested and could benefit, how can we reach these audiences in a cost-effective way? For now, the best solution seems to be having our content hosted where it is most likely to be discovered; the download data from JSTOR reinforce this point. But we are asking ourselves, are there ways for us to partner through scholarly networks to facilitate discovery further?
Assessment of Impact Our mission at UC Press puts a strong emphasis on impact and on having the scholarship we publish inform and shape conversation around critical issues. Unfortunately, the standard measures -print runs, sales, downloads, citations -are narrow and fail to capture a book's true influence. Given Luminos's goal of increasing this impact, it's clear that we need to look beyond these narrow data points for a richer understanding. There are new sources available, such as Altmetric scores for books, but we are also sensitive to the dangers of trying to measure something inherently qualitative with purely quantitative measures. Metrics have come to play an increasingly important role in the ways in which both scholars and scholarship are evaluated, and the need for a more nuanced approach extends beyond any particular business model. As a result, there are a number of collaborative efforts under way to find more effective ways to measure and reward humanities and social science (HSS) scholarship, including through the current AAU/ARL/ AAUP Institutional Monograph Funding Initiative and the Mellon-funded HuMetricsHSS initiative. 
Sustainability and Fairness in Funding
As noted above, Luminos has sought to minimize the cost to the author through a far more cost-efficient model and by sharing the costs of publication more widely. But we still recognize the challenges for many authors to find even $7500 and the risk that this shift in payment does little to reduce the existing privileges that come with wealthy institutions. As more authors choose to publish monographs in an open access model, the pressure on funding for institutions will intensify. Who pays? What is a fair price? How do we decide who gets funding? The journals world has made significant strides in evaluating the cost impact of a flip to gold open access, 10 but the costs and impact for monographs are largely unknown. The unique model developed for Luminos has enabled us to launch by taking advantage of currently available funding, but we recognize that this will likely need to evolve as the market for open access monographs expands and matures.
what's next for luminos? Our experience to date with Luminos, while limited, demonstrates that open access models can provide an opportunity to reduce some expenses and generate enough revenue, through a combination of sales and other sources, to cover a higher proportion of the publication costs. UC Press expects this performance to improve over the next few years as Editoria is implemented and as library membership and financial support continues to grow. Specifically, over the next two years we aim to build on these achievements with the following strategies:
1. Expand the program. There are efficiencies that come with scale, so we plan to increase the number of titles published annually to fifty plus within two years. We are doing this by adding dedicated internal resources (new Luminos publisher and program assistant roles) and by partnering to build the content pipeline. At a time when the humanities and, to a lesser extent, the social sciences are under pressure to justify the role and impact of their research, it seems critical to find dramatically better ways to share and add visibility to this research. Alongside a growing number of other endeavours including Knowledge Unlatched, Lever Press, Open Book Publishers, and the newly launched AAU/ARL/AAUP Institutional Monograph Funding Initiative, Luminos seems to be on track to make a significant contribution to this effort.
